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Abstract— The purpose of this concept paper is to explore 
factors influence BSC implementation in higher education 
institutions. Changes in educational systems in today’s 
competitive global environment have prompted several 
countries to restructure their strategy aligns with the demands 
for more accountability through financial planning and actual 
performance. In general, the BSC perspective includes of 
financial, customer, internal business process and learning and 
growth perspective. BSC is an innovative performance 
management system that has been widely applied in large 
organizations in the world. In fact, Higher education 
institutions are already using this performance measurement 
system effectively. BSC may assist organization to monitor the 
overall performance while simultaneously monitoring the 
excellent results. 
Keywords; Balanced Scorecard; key performance indicators; 
performance management system 
I.  INTRODUCTION 
Previous studies have found out that the performance 
measurement systems are very important in the context of 
higher education institutions (HEIs). Here, to measure the 
performance, Al-Zwyalif (2012), pointed out that the 
universities should execute the BSC in order to manage and 
evaluate the overall performance. The systematic approach 
leads to clear direction to employee in the organization to 
achieving the yearly targets. Balanced Scorecard (BSC) is a 
popular tools in measuring organizational performance and 
it’s widely accepted amongst organizational level since it’s 
introduce in the early 1990s. Furthermore, BSC provides a 
comprehensive equilibrium between: (1) internal and 
external process; (2) company’s advantage and consumer’s 
advantage; (3) short-term plan and long-term plan; and (4) 
monetary and non-monetary element (Kassahun, 2010). 
Indeed, BSC enables the top management to guarantee the 
plan or strategy is consistent with the organizational vision, 
mission and objective. 
The increasing concern for performance management has 
brought about various approaches, models and frameworks 
for evaluating business performance. In general, the BSC 
have four perspectives which comprise of: (1) financial 
perspective; (2) customer perspective; (3) internal business 
process perspective; and (4) learning and growth perspective. 
This perspective enables the organizations to develop a more 
comprehensive indicators in both the internal and external 
process as shown in Figure 1. All these perspectives need to 
be consistent with the organizational vision and strategy to 
ensure that the development of the organization aligns with 
the internal and external performance. 
Figure 1: Balanced Scorecard Perspective 
 
 
 
 
 
 
 
 
 
Basically, all the four perspectives mentioned earlier 
have the significant relationship. For example, an increase in 
teaching and learning satisfaction in the internal business 
processes will indirectly enhance the customer's perspective 
in terms of the reaction and then it directed again with the 
financial perspective of the organization. Therefore, if one of 
the issues being addressed and the solutions implemented to 
solve through BSC, it will lead to an increase in the level of 
other relevant perspective as well. 
Here, BSC translates an organization’s mission and 
strategy into a comprehensive set of performance measures 
and provides the framework for strategic measurement and 
management. In relation to that, the increasing concern for 
monitoring and controlling the strategies required the HEIs 
to integrate the financial and non-financial aspects in their 
organizations’. However, the main concern is to identify 
various approaches in order to make sure that BSC could be 
implemented effectively to measure the organization’s 
performance. 
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II. BALANCED SCORECARD IN HIGHER   
EDUCATION INSTITUTIONS 
Higher education sector is critical to deliver the quality 
graduate, research, and service in fostering the economic and 
human capital development. However, today, HEIs face new 
challenges in an effort to improve the superiority of their 
educational services. Pressure from internal and external 
environment for the academic and restructuring require 
proper strategy and direction. Therefore, in order to translate 
the strategy into action, the BSC concept is appropriate to be 
utilized by the HEIs in this challenging era.  
The emerging concerns regarding performance 
management system in today competitive business create the 
various approaches, models and frameworks for evaluating 
the business performance. Traditional methods which 
emphasize on financial and operational outcomes have been 
replaced with more comprehensive assessment which 
integrates the performance with organizational overall 
strategy. Furthermore, Al-Zwyalif (2012), argue that the 
rapid changing of global environment and technology makes 
the educational institution to focus on organization 
performance. This statement than further support by Binden 
et al., (2014) which pointed out that the application of 
performance management system become a trend in HEIs. 
The execution of BSC is not limited to the profit 
organizations, but also to educational institutions, military as 
well as non-governmental organizations. This system is more 
useful for a firm to plan their operation rather than to assess 
the performance. BSC is a performance management system 
that provides a holistic evaluation for improving 
organizations performance. The BSC was introduced by 
Kaplan and Norton’s in 1990 suggested the financial and 
non-financial perspective (Karpagam & Suganthi, 2012; 
Philbin, 2011; Taylor & Baines, 2012). The main concern is 
to distinguish the strategies that are essential for the 
organizations vision and mission. Here, the BSC system will 
measure the financial and non-financial performance as it 
represents a translation of business strategy into action 
(Carlotta del Sordo et al, 2012; Al-Zwyalif, 2012). In the 
meantime, the integration of strategic maps and cause-effects 
relationship illuminates the interest of the stakeholders.  The 
financial perspective is one of the main concern when 
evaluation the performance for BSC (Wu, Lin et al. 2011). 
Nevertheless, the other three perspectives are also reflected 
in the system in order to create a balanced and effectively 
managed the organization. This dynamic system will help 
management to execute overall dimension when formulate a 
strategy. 
The evolution of financial plans is intensely important in 
higher educations in order to create value at minimal cost 
and develop on-going support and commitment from its 
funding authority which included aspects of both 
effectiveness and efficiency. Thus, the financial perspective 
is very important in the adaptation of the HEIs, particularly 
to public higher education due to the funding constraints 
from the Federal Government. Therefore, it is very important 
to develop effective strategies that will ensure the 
sustainability of education institutions. Moreover, BSC 
affirm that both non-financial and financial measurement to 
perform the function of the organization's business strategy 
and can be used by the entire employee at all level of 
organization (Ambras, & Tamošiūnas, 2010).   
The BSC dimensions could help the organizations to 
align plans and strategies. These dimensions help the firm to 
monitor their current performance and overall firm’s 
operation strategy. The BSC enables easy access to data as it 
is centrally located through the database. Here the top 
management is able to track the performance systematically 
by taking into consideration the four perspectives which 
contributes to sustainability.  
Table 1: Balanced Scorecard Perspective and Indicator 
Balanced Scorecard 
Perspective 
Indicator 
 
Customer perspective 
 
Student’s perspective 
Business community’s 
perspective 
Public perspective 
 
 
Internal business process 
perspective 
 
Faculty and staff 
perspective 
Operational efficiency 
Institutional management 
 
 
Learning and growth 
perspective 
 
Research and scholarly 
activity 
Curriculum 
Faculty and staff 
 
Financial perspective  
Revenue sources 
Resource management 
 
Source: NaqiSayed (2013) 
 
Table above indicated some of the indicators used on 
BSC perspective. NaqiSayed (2013) suggested that strategic 
position and strategic goals proposed should include the 
critical success factors, performance indicators and metrics 
in each of the BSC perspective. 
III. BALANCED SCORECARD PERSPECTIVE 
A. Customer  
 The customer perspective refers to the relationship of 
customers and markets with emphasis on the customers’ 
wants and needs. The main measure of a customer's 
perspective includes the ratio of the stock market, customer 
acquisition, and the continuation of the customer, customer 
satisfaction, and customer profitability. This is to emphasize 
and take advantage of market segmentation or intrinsic 
sources to distinguish the difference between competitors 
(Wu, Lin et al. 2011). Furthermore, this perspective focused 90
on aspects of meeting customer requirements. It includes 
delivery, product design, and after-sales services. Here, it 
related to customer satisfaction, customer complaints, 
customer retention, lead time, defects, and also the market 
(Al-Zwyalif, 2012). 
In the HEIs, it is very valuable to maintain the number of 
degrees. Moreover, this perspective also may indirectly 
increase the international profile by recruiting more foreign 
students in the academic context of public higher education. 
Other researchers have also noted that this perspective will 
indirectly develop partnerships with foreign universities and 
maintain the quality of the product and service. Meanwhile, 
the customer perspective also related to the context of a 
student's academic or parents, faculty or staff, alumni, and 
community (Aljardali, Kaderi and Tadjine, 2012).  
B. Internal Business Process  
Internal business process refers to the satisfaction of both 
shareholders and customers (Binden, Mziu and Suhaimi, 
2014). It compacts with the processes involved to transform 
intangible assets and financial outcomes on which 
organizations should excel with an operating strategy plan 
(Wu, Lin et al. 2011). It is used to measure all the process 
used in the production and operation. This perspective is 
really important because the firm could analyze their current 
internal ability and react according to the market needs. The 
BSC helps the organization to identify type of internal 
business process that can satisfy clients and shareholders. 
The strategy to enhance the process could have a big impact 
on the customers. Indeed, the internal business action 
describes process related to the post-sale service, demanding 
operating, and also the modernization. It is being measured 
in term of the introduction of a new product, order response 
time, cycle time, capacity utilization, and also technology 
capability. The process starts from understanding the 
customer requirement, innovation process, operating process, 
after-sales service and establishing evaluation indicators to 
achieve customer requirement (Ambras & Tamošiūnas, 
2010).  
In the context of HEIs, the objectives of internal business 
process refer to accomplish effective learning process and 
excellent curriculum design. According to Binden, Mziu and 
Suhaimi (2014), the goals of internal business process 
perspective is to develop integrated program for degrees, 
revise administrative support and committee structure, and 
also maintain latest curriculum.  
C. Learning and growth  
This perspective includes three core evaluation criteria 
which includes the employee satisfaction, employee 
continuity and employee productivity. The Faculty will gain 
the benefit through human capital development; skills, 
talents and knowledge, capital, information; information 
systems and networks and organizational capital; 
organization's ability to sustain the changes necessary to 
achieve the objectives. It focuses on new strategies that need 
to be measured in this perspective include leadership, 
organizational learning, and the employees skills (Al-
Zwyalif, 2012) 
Learning and growth perspective focus on training and 
education of the employees in order to increase their 
knowledge and skill. In the meantime, the organizations 
must also know how to maintain their competitive advantage 
in the market though the human capital development 
(Binden, Mziu & Suhaimi, 2014). In the context of HEIs, 
staff motivation, development and curriculum innovation 
need to be highlighted.  
D. Financial 
The financial perspective describes how the intangible 
assets will be converted into tangible value. It is aimed to 
control how a firm manages their financial and the 
involvement of the stakeholders in the firm’s operation. The 
indicatos usually inclusive of operating income, operating 
costs, return on investment, net profit rate, cash flow and etc 
(Wu, Lin et al. 2011). This perspective reflects the past 
operating performance of a company including the 
achievement of setting up financial target and the strategies 
implementation. By reflecting the past performance, the 
organization could evaluate its growth, return and risk 
control from operating strategies. In this perspective usually 
people used to get a good quality or price in term of 
assessing the budget appropriation to direction and budget 
appropriation to institutional support.  
In the higher education setting, this perspective may 
include measures such as leverage, program funding, human 
capital investment, enrolment trend and endowments. Based 
on the various strategic map frameworks constructed by 
previous researchers, the studies indicate that the financial 
outcomes are only achievable when customers are satisfied. 
For instance, funds generated from student fee can only be 
increased when the customers are satisfied based on the 
universities’ reputation and quality of service offered. In 
efforts to support financial sustainability, fulfilling the 
interest of stakeholders is seen as means into the objective of 
expanding earning and deduction of cost.  
IV. BALANCED SCORECARD 
IMPLEMENTATION  IN HIGHER EDUCATION 
INSTITUTIONS 
  In order to create a cause-and-effect, all staffs need to 
work together (Farid & Mirfakhredini, 2008). Indeed, 
communication plays an important part in effective BSC and 
it is considered as one of the most critical success factors of 
the entire system. A good communication will helps to 
reduce employee’s resistance to change and elevate positive 
momentum during the phase of implementation. 
 Karuhanga and Werner (2013) in a study on determine 
the challenges influencing the implementation of 
performance measurement in Uganda public universities 
revealed that lack of a formal performance management 
environment is one the major challenges faced by those 
universities that hinder effectiveness of performance 
measurement implementation. They suggested that a 
performance-driven culture should be developed by the 
management through training and implementation of 
performance measurement system. 91
 A committed and highly competent management and 
employee are the needs for an effective implementation of 
BSC.  Thus, management plays vital roles in training, 
motivate staff and emphasis the employee involvement in 
decision making process to presume the ownership of the 
BSC. An effective BSC is crucial for private and public 
institution to survive in this competitive environment 
because it motivates employee toward accomplishment of 
goals. Furthermore, it also provides a basis for management 
to analyze the performance results. 
 Meanwhile, Sayed (2013) has come out with the list of 
universities adopting a BSC system at a university as 
indicated in Table 2. 
Table 2: List of Balanced Scorecard Application at the 
Universities 
No University 
1 Bond University 
2 Carleton University 
3 Cornell University 
4 Fairfield University 
5 Indiana University 
6 Ohio State University 
7 Robert Gordon University 
8 University of Akron 
9 University of Arizona 
10 University of Denver 
11 University of Kansas 
12 University of Louisville 
13 University of Ottawa 
14 University of Virginia 
15 University of Wisconsin South 
16 California State University 
17 Charleston Southern University 
18 Deakin University 
19 Fort Hayes State University 
20 Northwest Missouri State University 
21 RMIT University 
22 The University of Edinburgh 
23 University of Alaska 
24 University of Athabasca 
25 University of Hull 
26 University of Lisbon 
27 University of Newcastle 
28 University of Texas at El Paso 
29 University of Washington 
30 Yale University 
31 Fairfield University 
32 Indiana University 
33 Ohio State University 
34 Robert Gordon University 
35 University of Akron 
36 University of Arizona 
37 University of Denver 
38 University of Kansas 
     Source: Sayed (2013) 
 Hasanuddin University (Sudirman, 2012) for example 
has developed the strategic maps to accomplish their vision 
and mission as shown in Figure 2. BSC ensure that the HEIs 
could illustrate how the budget allocations linked to the other 
excellence perspectives. According to Sudirman the 
implementation of BSC is due to the fact that the university 
management wants to align the strategy at each unit in order 
to effectively and efficiently to the achievement of the 
objectives. 
Figure 2: Hasanuddin University Strategy Maps 
 
 
 
 
 
 
 
 
 
 
 
As depicted in the figure above the learning and growth 
includes the infrastructure and facilities, staff 
professionalism, policy, system and procedure and 
organization structure. Meanwhile the internal business 
process covers academic atmosphere, good governance, 
social responsibility, learning process and research. Next, the 
customer perspective strategy maps include the learning 
quality, competence graduate, learning and mutual benefit. 
Lastly, the financial perspective comprises of funding from 
government, society and grants. However, according to 
Sudirman (2012), the objective conditions faced by the 
university is not as simply as the model and will be less 
precise to be solved by the strategy maps. 
Taylor and Baines (2012) from European Foundation for 
Quality Management, Aggregated Key Performance 
Indicators and Dashboards have previously compared the 
various performance measurement approaches used in higher 
education institutions. They found out that BSC is clearer, 
simple and directly linked to the corporate goals and 
aspirations. It facilitates communication, establishment of 
common goals, provides feedback and assesses employee 
performance relative to the corporate strategy.  
The implementation of BSC in higher education 
institutions in United Kingdom for example is seen as a 
response towards pressure due to concern over the need for 
accountability to stakeholder. Among the issues in 
implementing this approach are; the need for a leader who 
leads and promotes the BSC, proper clarification by 
universities on the purpose of the BSC relative to its 
audience, a clear reflection of the universities’ mission, 
visual presentation which emphasizes on the added value due 
to the cause-effect relationship and attention in defining the 
measures of key performance indicators. 
Managing the higher education institutions by using the 
BSC model is the one of most appropriate strategic 
performance management (Zangoueinezhad and Moshabaki 
2011). The overall efficiency and performance of the higher 
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education institution can be further improved with the 
appropriate methods in order to assess and review the 
competitiveness. BSC provide framework for the education 
institutions to improve their performance for strategic 
decision making. However, in order to translate the BSC to 
the academia world is not as easy process. There will be a 
challenge that the institution needs to consider especially in 
developing the framework of the implementation. These 
includes the BSC training, design, development and 
controlling. 
V. CONCLUSION 
Strategic planning should take into account the current 
changes in today environment that is very competitive and 
dynamic. Here, BSC is one of the most appropriate 
performance management systems that can measure the 
performance from the various aspects including a financial, 
customer, employee and internal business processes 
perspective. BSC aims to provide a comprehensive 
framework for translating the objectives and strategy of a 
university into a set of performance measures that are easily 
understood. In the meantime, BSC is a set of measurement 
systems that provide a comprehensive view and complete 
information about the current organization performance to 
the top management. Indeed, the BSC concept is very useful 
in order to establish and identify the goals and strategy of the 
organization. 
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